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ABSTRACT

Combat Service Support Of AirLand Battle Doctrine by
Yb LTC Charles C. Cannon, Jr., USA, 62 pages
AirLand Battle is the U.S. Army's doctrine for fighting the next mid to high
intensity conflict. To be successful the doctrine requires a homogenous
combined arms focrce specifically organized, equipped, and tralned to execute
its maneuver style of warfare.) Each component, combat, combat support, and
combat setvt%:’euppotf’ﬁﬁif_ﬁs)an equal contributor to total force balance and
homogeneity.“»This paper looks at the combat service
- support systew, to deteraine if it is an enhancement to the success of the
Army's basic maneuver unit, the heavy division. The battlefield environment,
doctrinal tenets (synchronization, agility, depth, and initiative) and
v sustainment imparatives (anticipation, integrationm, continuity, respon—
siveness, and improvisation) are examined to determine the requirements they
place on the combat service support system. These requirements are used as
the basis of analysis of the current system by functional area (supply,
maintenance, medical, transportation and services).

The author concludes that the current sustalument system fails in many aspects
to meet the requirements of the doctrine. Sowe of the differences between
doctrinal requirements and current capabilities are unique to specific
logtistics functional areas but most cut across multi=functions, indicating the

need for an integrated total sustalnument system review. ;Ez\:fri::p a balanced

system, one balanced among the various logistics functio and within the
total combined arms force aad capable of executing the doctrin€?In the final
analysis, this paper seeks to lncrease awareness aand encourage critical
thought about the current doctrine and sustainment system. c
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INTRODUCTION

The ultimate aim of logisticians throughout the annals of war has been to
provide the right combination of combat, combat support and combat service
support forces to the right location at the decisive time, properly equipped
to fight, and with the means to sustain them through misslon accomplishment.
The great battl captains of history have found this to be an elusive goal.
Napoleon reportedly described the importaunce of what today we call combat

service support in the success of operations:

The wore I see of war, the more 1 realize how it all
depends on administration and transpoctation. . . . It
takes little skill or imagination to see where you would
like your army to be and when, it takes much knowledge and
hard work to know where you can place your forces and
whether you can maintain them there. A real kaowledge of
supply and movement factors must be the basis of every
leader's plan; only then can he know how and when to take

risks with those factors, and battles are won only by
taking risks.l!

One may argue that the characteristics of the dynamic AirLand battlefield
make the Eaperors' comments about knowlng where, when, and how to employ
forces not nearly so simple a task today. However, it is fair to say that
conbialt service support remains an iampocrtant, 1f not decisive, factor in
naneaver forces achieving operational success. The future battlefields will
pose greater challenges, not only for the combat forces that fight on then,
but 4lso for the combat secrvice support units that provide the sustainmnent.
Resources will be austere and maneuver forces will have to take full advantage
of those available. For this to be possible, cowbat service support planners
and operators have to possess the same qualities as combat leaders; and they

nust work togethar as an integrated team to ensure that the tactical plan is
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supportable. While it is true that combat service support caanot win the

ﬂ{: wars, it is also true that Lf it is not an integral part of operations, a
true cowmbat uultiplier for the maneuver force, combat service support will

spell defeat--as even Napoleon learned on the steppes of Russia.

R TR

o=

An important question, then, is whether or not the Uailted States Army's
support system ls an enhancement to maneuver force success on the AirLand
battlefield. This paper will consider this question by first looking at the
AirLand battlefield environment and doctrine that shape the demands placed on
the combat service support system, then looking at current combat service
support capabilities. To provide focus we will restrict our attention to the
Qq: preseat hasic army maneuver unit, the division, specifically the heavy

division, and the combat service support systems available to support it.

L)

’k% AIRLAND BATTLEFIELD ENVIRONMENT

1“' »

i::::

ﬁp: Virtually all uilitary analysts agree that the next high to mid intensity
sy A

0"""

:ﬂﬁ war will be unprecedented in its lethality, swiftness, aand complexity. Field

Manual '09-5, Operations, envisions a wmultidimensional battlefield of iuch

[N

?;: greater depth and breadth than previously experienced. This will result from
4‘;11:
?ah» increased ranges of weapons, mobility of units, and enhanced capabilities in
AN

R coaaunications, long range targeting, and intelligence acquisition.

*ﬁ) Operatious will be multidimensional and continuous. Concurrent with large -
1*L.;

uif ualt conventional operations there will be acts of terrorism, unconventlonal
9;.4] -
i warfare, and most probably some coubination of nuclear, biological, and
t"“.'
Qﬁf chenical operations conducted. The use of air mobility will rapidly waneuver
i

f
ﬁf’ coabat power anywhere on the battlefield. Engagements will occur
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w simultaneously throughout the depth of the battle area, both forward and rear

of the forward line of own troops (FLOT). Commanders at each level will be

confronted with the requireueat simultaneously to synchronize their forces

Ky tighting the deep, close, and rear battle into a coherent whole. This battle

;n +111 be fought on a fluid nonlinear battlefield where rapid movement on both

sides will cause units to bypass or get bypassed and be required to fight

o isolated for periods of time. The characteristics of this environment dictate

iyt . that while communication and support will be vital, they in fact will be
austere as both can and will be interdicted.

jﬁ Difficult terrain, particularly mountainous, jungle, and urban, will take

RSy on greater significance by limiting the line of sight necessary to gain the

maximun effectiveness from today's longer range weapons. It will restrict

::n movenment of the more mobile weapons systems, and limit communications aad

z%: target acquisition. Lethal systems in large quantities will concentrate vast
. combat power at points of choice causing a constaat cycle of massing maneuver
e

;&? forces at decisive points followed by dispersal for force preservation.

ig; The very nature of this battlefield will force austere logistical support.
1. Consuuption of all supplies, especially fuel, ammunition, repair parts, and

:é& ma jor systems, will be high. Lines of communications will be vulnerable and
ﬁ& inevitably interdicted as will support facilities, thus disrupting normal

, sustainment of maneuver forceg. All this indicates that the tide of battle
i

}éﬁ ’ could dectsively change in minutes, and units must be prepared to deal with
f§f the unexpected and to fight tndependently at any given time.

T .

- The Sovints agree that such a war could be measured in terms of days

?g%; rather than weeks or months and could consequently place great emphasis on the
?g: initial engagements and the speed with which the offensive could be concluded.
o
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In fact, they emphasize the decisiveness of speed saying, “One uinute decides

ﬁ" the success of battle, one hour the success of a campaign, and one day the
fate of the war."?2

:h o Such warfare will require mentally quick commanders and physically quick

07,148 forces. It will require units that are equipped and organized into a counbined

acas maneuver force capable of executing a doctriue designed specifically to

aeet the condition of fluid operations. This force must be capable of

EJJ independent operation and self-sufficlency for extended periods of tiue while

condu..c .ng offeasive or defensive operations, or possibly both simultaneously,

(;Si throughout the depth of the battle area. All elements of this maneuver force,
&.‘:“9‘

:$$ combat, combat support, and combat service support rejquire equal degrees of

':‘:“u

co aobility as the least mobile will determine total maneuver force agility and
-

g&ﬁ ultinately Lts succegs or failure.
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ATRLAND BATTLE OOCTRINE
‘.,;\A,‘,;
"l;\::i
}a} The natural question that follows this brief description of the AirlLand
l":".v.‘:

’ battlefield is how do we prepare to fight and win the battles to be fought on
ﬂ-b’ it? ¥M 100-5 provides that answer Lan the form of AirlLand Battle doctrine.
T
33‘;3
.,

The US Army's basic fighting doctrine is called AirLand

‘ 3attle. 1t reflects the structure of modern warfare, the
};ﬁ dynanmics of combat power, and the application of the
¥ classical principles of war to contemporary battlefield
:’ requirements. It is called AirlLand Battle ia recoguition
ﬂh; of the inhereatly three-dimansional nature of modern .

warfare.
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While the tactics (t prescribes are not new to the history of warfare,
they do represent some divergence from the way we have percelved our tactical
and operational methods of fighting. 1In contrast to its predecessor Active
Defense, AirLand Battle doctrine balances offense and defense, maneuver and
tirepower. It focuses on initiative and aggressive action to defeat the
enemy, and details the way to win engagements, battles and campaigns through
the application of warfighting principles and tenets. However, it is the
tenets of initiative, depth, synchronization, and agility that capture the
essence of the Airland Battle doctrinal philosophy. Accordingly, it is these
tenets that should dictate how we organize, equip, support, and train to fight
in this environment. To understand the doctrine and its demands on the
sustainment system we need to examine them.

“Initiative means setting or changing the terms of battle by action. It
implies an offensive spirit in the conduct of all operations."“ FM 100-5
differeatiates between two types of initiative, individual and operational.
Both require a thorough understanding of the higher commander's intent and a
willingness to take risks on the part of the commander and subordinate. For
operations initiative implies a constant effort to force the enemy Lo react in
A way of our choosing, and in the procesé‘unhinge hig§ operational and
organizational coherence--a proactive as opposed to a reactive approach to the
conduct of operations. Applied to individual leaders initiative means acting
independently within the context of the mission to exploit opportunities--
exercising decentralized command authority or Auftragstaktik.5 However, in
application to the battlefield the two forms of initiative are inextricable.
At the speced of wmodern combat, individual initiative is a prerequisite to

operational initiative, particularly at the tactical Llevel.

TG




In the defense, initiative means rapidly taking the advantage from the
eneuy by disrupting his plan and frustrating his efforts to adjust, thereby
causing him to lose control of the battle. 1In the offense, it means satting
the tarias of battle and never allowing the eneay to recover from the initial
shock or gain the ability to dictate the course of events. Initiative is
malatained by attacking weak points, flexibly changing the main effort, and
rapidly shifting to exploitation or pursuit. The goal of initiative is to
create a fluid situation that disrupts the enemy's plan, disorganizes his
forces, causes him to lose coatrol and ultimately brings about his defeat. To
achieve these conditions on the battlefield requires a responsive decision-
making cycle and the advantage in total force agility necessary to execute
move rapidly than the enemy can adjust.

For the sustainment system initiative demands mentally agile leaders
capable of developiang innovative solutions or plans, and physically agile
units capable of rapidly adapting to the unexpected. It presupposes that
individuals and units are skilled in their trade and knowledygeable in its
application, and connotes a willingness and ability on their part to act
independently. Within the framework of the commander's inteat, the supporters
must anticipate cequirements (including branches and sequels) and act without

walting to react to demands. As deviatlon from plans will be routine and risk

taking inhereat, combat service support planners wmust know the support
requirements of the maneuver force, support capabilities and details of the
operational plans, then advise the commanders of the degree of risk. The
comnander's decision process must include not only the risk of successfully

executing the immediate operation, but that of sustaining subsequent

oparations. For once the fnitiative is seized the force must be capable of

6
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retalning it. This requires highly moblle, self-sufficient combat secvice

support units that are organized and equipped to provide continuous support.
The interrelationship of initiative and agility should be selt-evident: for
without the ability to shift forces quickly to take advantage of enemy
weakness, lanitiative is lost.
"Depth is the extension of operations in time, space, and resources.
Through the use of depth, a commander obtains the necessary space to maneuver
. effectively; the necessary time to plan, arrange, and execute operations; and
the necessary resources to win. Momentum in the attack and elasticity in the
defense derive from depth."6 It connotes a broad view of the enemy which does
not just focus on his point of attack but rather seeks to engage hia
throughout the depth of his dispositions (flanks, rear, and support echelons)
and to discupt his plans and coordination, thus denying hiam freedom of action

and the initiative. Depth can be achieved through the maintenance,

positioning and effective use of reserves to add elasticity in the defease aad
momentun to the offense, or striking the enemy's rear.

Depth demands that the sustainment system be capable of providing
responsive support linearly and horizonally throughout the maneuver force's
area of operation. It implies long vulnerable lines of communications, a
degree of wobility equal to the supported force and flexibility in tailoring
capabilities and positioning support facilities. It also implies a robustness
{n the combat service support organizations that enables them to deal with
rear area threats and continue to provide support. Alternate and redundant
channels and procedures should exlst for each type of support. If a channel

ts disrupted, plans should provide for quickly reestablishing the original
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channel or rapidly switching to an alternate one. Support means of any one
type should not be concentrated but should be as widely dispersed as the
operation and the vulnerability to interdiction will permit.

Flexibility allows the combat service support planner to draw resources
froa oue nission in order to wmeet the requirenents of another, providing the
abllity to adjust the support structure and change missions in a timely
wanner--allowing support in unexpected s{tuations without sacrificing
aviiilable resources. Implicit in this flexibility to restructure aand reorient
the support base are the requisite communications and transportation systeus
necessary to execute it on the battlefield. Ianherent in the effective use of
depth is the initiative to react, the agility to take advantage of
opportunities and the ability to synchronize combat power at the decisive

potut and time.

Synchronization is "the of arrangement of battlefield activities in time,

space, aund purpose to develop uaximum combat power at the decisive polat.
More than just the coordination of actions within the force, synchroanization
seeks the full exploitation of a force's combat potential."7 While related,
synchronization is not synonymous with concentration, which coanotes the
bringing together of actual combined arms activities (forces and fires) at a

polant in time and space. Synchronization seeks to bring together only the

effects of these forces, which themselves maybe separated in time and space,

to produce maximum relative combat power. It implies the orchestrating of
systems to gain a synergistic effect greater than the sum of individual parts.
However, since cowbat service support can not be projected as can fires,
sustainment requires the physical coming together of support and maneuver

forces at critical times and locations.
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Synchronization requires a sustalnuent system with the agility to wass
quickly, pecform its support fuanctions throughout the depth of the battlefield
and then disperse to prevent becoming a target. It must begin with planaing
where combat service support is totally integrated into the concept of
operations. Presupposed are self sufficieat maneuver units with organic
combat service support capabilities and highly moblle support units with a
command and control system that allows the coordination and redirection of
combat service support assets when and where required. Implied is the
necessary redundancy and self protection to perform their support function and
survive.

The process of synchronization begins in the mind of the commander, then
is translated iato the actual planning and coordination of movements, fires,
and supporting activities. The product of effective synchronization is
economy of force, where every asset is used where and when it will make the
preatest contribution as a combat wultiplier, and where there is nothing not
used or wasted. This requires anticipation and mastery of time-space
relationships, an understanding of friendly and enemy capability, and
unaabiguons unity of purpose throughout the force.

"Agility is the ability of friendly forces to act faster than the eneny,
and is the first prerequisite for seizing and holding the Lnitiative. Such
greater relative quickness permits the rapid concentration of friendly
strenyth against enemy weakness."8 Agility is as much a mental quality as
physical. Comnanders must have the mental agility to out think the enemy,
continuously reading the battlefield, visualizing the actions to take and

making rapid decisions (many times with incomplete information). This implies

a declslon making process which functions faster than the enemy's. However,




proupt decisions by the commander are of no use unless his forces are able to
act quickly to exploit his initiatives. This requires physical agility--
forces (combat, combat support, and combat support service) that are
organized, equipped into a homogenous whole and with the command and control

necessary to react faster than the enenmy.

Agility (s the tenet that tles the other three together. For without a
torce that has physical and mental agility a commander will not be able to
exploit opportunities to sefze or retain the initiative, take advantage of the
battlefield depth, nor position forces to allow him to synchronize his cowbat

power at decisive points. In the end, success will depend on the ability to

act within the enemy's decision cycle, shifting our combat power to points of
sur choosing faster than the enemy can react. It is agility that best

describes the characteristics required of a successful maneuver focrce on the

AirLand battlefield.

COMBAT SERVICE SUPPORT DOCTRINE

Today the US Army's ability to sustain its operations
is more important as an element of combat power than ever
before. A unit's flexibility, its ability to maneuver or
to mass flires extensively, and (ts capacity for prolonged
operations and operations in depth will all rely heavily
on its sustainment system. The differences in firepower,
ayllity, and endurance which can decide hattles all derive
as much from the combat service support system as they do

froa an; of the other systems that support fighting °
forces.
while the tenets capture the essence of the doctrine and conceptualize the .

requirements for the combal service support system, we nced to look more
specifically and in depth at what doctrinally is required to sustain the

aaneaver force.
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In addition to FM 100-5, combat service support doctrine is articulated in

FM 10U-10, Combat Service Support (the keystone how-to-support manual) and the

implementing 63 series field manuals, Combat Service Support Operations

(separate brigade through theater army). However, these support manuals are
currently under revision to incorporate the changes in the new FM 100-5. The
five fundawental sustainment fuperatives (anticipation, Integration,
contilnuity, responsiveness, and improvisation) in FM 100-5 will be included in
the rzvisions. Therefore, it is these imperatives that should capture the
essence of the Combat Service Support Doctrine. Each will be examined to

develop an understanding of how it relates to the tenets and in tura

Lnfluences the sustainment system.

Anticipation: "The agility of a force, 1lts ability to seize and retain

the initiative, and its ability to syachronize its activities in depth all
depend to a great extent on how well its support operations anticipate
requirements."0 Ag with the tenet of aglility, anticipation requires both
physical and mental qualities. Most certainly this is what the master of
mobile warfare Field Marshal Erwin Rommel had in mind when he said:
The first essential conditlon for an army to be able to
stand the strain of battle Ls an adequate stock of
weapons, petrol and ammunition. 1In fact, the battle is
fought and decided by the quartermasters before the
shooting begins. The bravest men can do nothing without
gung, the guns nothing without plenty of ammunition; and
neither guns nor ammunition ace of much use in mobile
warfare unless there are vehicles with sufficlent petrol
to hanl them around. Maintenance must also approximate in
quantity and quality to that available to the enemy.
This does not lmply that sustainment and operational planners are

clairvoyant with an unerring vision of the future, but it does demand that

their efforts be totally integrated and that they share an accurate common

11
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understaading of the commander's intent for future operations and the
associated combat service support requirements. For only then can they easute
that the plan is supportable.

For sustainers at each level this means that while they continue to

support current operations, at the same time they must develop a support

concept and build up capability that assures assets are available to sustaln
anticipared operations. Moreover, sufficient flexibility must be retained so
that the support system is able to adjust to accommodate the inevitable
unforeseen contingencies, opportunities to seize the initiative by exploiting
an enemy weakness or respoad to a threat against frieadly forces. This
implies that anticipation or planning is a continuous process, requiring
congstant Aadjustuents of the support structure based on current and projected
requicenents.

In actual execution this requires a flexible, highly mobile structure )
tailored to the requirements of the total force, one that allows the maneuver
force to conduct independent, self-sustained operations. The structure must
be robust enough to allow operations from multiple locations, along separate
routes and to adjust quickly to changes in task organization. This requires
asget visibility and the means for rapid redistribution where the most
critical need exists throughout the depth of the battlefield. At the lowest

levels this way be nothing more than increasing the basic load to be carried

by each soldier or cross leveling of loads or critical supplies among °
individual soldiers and weapon systems. At higher levels it may involve

repositioning the support bases, prepositioning or programming assets forward,
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using multiple lines of communications and transportation modes to mitigate
their interdiction, or establishing a wobile support base with critical
sustilnnent assets uploaded for rapid redistribution.

Integration: “Neither tactical nor operational plans can succeed without
fully integrated couwbat service support. The commander must assure that his
overall operation i{s supportable at every stage of fits execution.”l2 This
begins with the planning process where operations and sustainment are totally
integrated, both reflecting a clear understanding of the commander's intent.
Then it must continue through operations, where the actual sustainment
functions (maaning, fueling, arming, fixing, transporting, and protecting) are
performed so that they are in fact combat multipliers and do not become linits
on the commander's freedom of action. Integration must foster cohesion and
the formation of a 'common cultural bias' or mutual understanding about how
the battle will be fought and supported. This requires a combat service
support system tailored, organized and equipped to meet the requireuents of
the total force, one that is inteyrated into the task organized maneuver
torce, trains with it, and supports that force in peacetime as it will on the
AirLand battlefield. Implicit i{s a wartime sustainment system that can be
tested, revised and 'standardized' in peace to meet wartime requirements. All
components of the force-combat, combat support, and combat service support-
must develop an habitual association that allows coumon procedures and
techniques to develop that will be followed in combat operations. For only by
making combat opecrations routine will the system be able to handle the
contingencies requiring nonstandard unique solutions.

Improvisation: "No matter how carefully commanders and planners try to

anticipate events, unforeseen contingencies arise in every conflict."13 The
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certainty of uncertainty on the AirLand battlefleld makes improvisation or
deviatioa from developed plans and support concepts a prerequisite for
success. ilowever, it should not connote a lack of aanticipation or planuning

: but rather be a complement to it. It has been said that a plan only lasts

_js until it is implemented. Such statements merely recognize that regardless of
‘ th carefully planners try to anticipate events, friction in the Clausewitzian

sense and enemy actions will cause plans to change. In such situations the

sustainment planners and operators must know when to suspend normal operating

procedures and how to resort to extraordinary methods, probably accepting

S exceptional risks in the process.

s

bex

“h, History is replete with examples where successful improvisation proved to

be 4 critical factor in the outcome of a battle or operation. FM 100-5
y“ hizhlights two, the 1944 Battle of the Bulge and the Tet offensive of 1965.14
NOA Clearly the creation and operation of the ad hoc Red Ball Express in August

1944 to support First and Third Armies' unforeseen rapid advance across France

}k, was laprovisation at the operational level.l3 Increasing individual loads,

i

o

;Js exceeding truck weight capacity and using combat vehicles to augment resupply

capability were used as tactical expedients by the 4th Aruwored Division during

ﬂig the sane period.16 Armies have traditionally used captured enemy and locally
)

At

ﬂﬂﬂ available materiel, cannibalized damaged equipment, and devised lLunovative

uses for equipment, often with decisive results. Invariably, improvisation
R will be required if sustaiuers are to ensure responsive support. -

M Respoasiveness: "In crisis or when fleetinz opportunities arise, the

sustalnment system must react rapidly."17 If our vision of the future

R battlefield approximates reality, the tide of battle will decilsively change in
8 pp

oy

ﬁg a4 matter of minutes and units must be able to react quickly to take advantage
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e of enemy weaknesges or to counter threats. Forces will routinely be isolated
WS and must be prepared to deal wlth the unexpected and to fight independently at
any jivea time. Support wmust be well forward to wmaximize the combat potential

i of weapons systems. This requires an agile combined arms maneuver force

)

A

K}
ol capable of self-sustained, independent operations. This force must be

t

) structured with all components, combat, combat support, and combat service
t .

W

i support ocganized, equipped and trained the way they expect to fight.

L

. Responsiveness of the sustainment system is a direct determinant of total
torce agility. Therefore, the support structure must provide the necessary

mobility, fle<ibility, robustness and self-protection to ensure continued

L; sustalnment to the force when LOCs are interdicted and after suffering

Attrition. For only then will there be the capability for improvising and

§$ surging capabilities to relocate or reorient rapidly the support base to meet
ig the changing requirements. The mental and physical agility to cope with such
o requirements must be built into the sustalnment system in advance through an
Eg: effective organizatlon structure which has been exercised and refined based on
3% realistic trainilng.

Continuity: "Sustainment can not be lnterrupted for long without diractly

§i diminishing the combat power of a force. Duriag operations, committed

¥

jgi forces--combat, coubat support, and combat service support——-must cecelve

. continuous supply and service to sustain their fighting strength."18 To

Ll

i; ' easure uninterctupted support has never been achievable and certainly won't be
;f possible on the dynamic AirLand battlefield that we envision. Therefore, the
r challenge to the sustainer {3 to wninimize the effect on the maneuver force

;ﬂ; when the certain interdiction does occur.

a
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Commanders and supporters must take advantage of every opportunity to
testore or iucrease sustainment capability. Priorities can be adjusted to
iacrease support to ccitical units or during decision periods. Lulls or
periods of operational inactivity can be used to replenish the sustainment
base or reconstftite combat units. Combat service support units have the
ability to surge and increase their capabilities for 1imited periods.
Concurrent with these extraordinary methods, normal sustainment operations are
belng performed. These and other iwprovisations will have to be used;
however, as they require the sustainment system to operate coastantly, their
long term effect must be considered and planned for to prevent future
degradation of capability.

Sustainuent operations can never be allowed to become hostage to a single
line, mode or supply source. Redundancy must be provided. The support
2lanner does this through some combination of forward positioning of supplies
and units, or use of multiple lines of communications, modes of
transportation, and support facilities. This allows the force to be sustained
ia the event of the loss of any one. Since the price of this redundancy is
normally a reduction’ in efficlency and ability to support future operations,
it must be balanced against the risk of interdiction.

To ensure continuity the sustainer aust totally integrate the
characteristics of the other sustainment iamperatives into everything he does.
He must anticipate requirements and develop an integrated, flexible
support/operational plan based on the commander's intent, then be prepared to

improvise ind respond to the inevitable changes that will occur.
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In summary, it should be clear rhat the sustainment imperatives are
Lnextricably relared amony themselves. Tt should be equally clear that these
sustalinment imperatives support the AirLand Battle tenets and as such, form
the basis for a combat service support doctrine which is consistent with

AirLand Battle doctrine. This matrix is useful to summarize their linkage to

the tenets.

Relationship of Imparatives to Tenets

n
) =
o @ o
o g o o
o 0 > ) o)
W o o > o
| 8| 3| 8| 2
5 o g g >
3] 50 Bl 9] o
o ) o =% =
Bl 2| 5| 8| &
S o o Lo L
synchronization x X X
agility X X X X X
depth X X X
initiative X X p.3
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As shown previously it is agility that best captures the requirement for
naneuver force success on the AirLand battlefield. 1t also best describes the
characteristics of the combat service support system required to sustain that
force. 5ince agility lies at the heart of both operational and sustainment
effectiveness, it will be used as the criterion for evaluating the

effectiveness of the current sustainment system.

COMBAT SUSTAINMENT SYSTEM

Thus far the linkage between the combat service support and Airland Battle
doctrine has been established, and the doctrinal characteristics to which the
sustainment system must conform developed. But the fundamental question
remains, can the current system adequately support the heavy division? The
answer to this question normally is based on a quantitative analysis of
anticipated requirements verses sustainment capabilities. Such an approach
warrants examination. To assist in this analysis the U.S. Army Logistics
Center, Fort Lee, Virginia developed consumption data for a balanced heavy
division, five M-l battalions, five M-2 battalions, and one attack helicopter
battalion. Tha planning factors used were those in the Draft FM 101-10-1
scheduled to be published in fourth quarter FY 86. These factors are based on
revised consumption data and are significantly more accurate than those in the
current FM 101-10-1.

Several computer driven requirement scenarios were developed by the
LOGCEN.  The one selected for {illustration s based on a wmoderate intensity
defense. It is not the most nor least demanding case for the cowmbat saervice

support system. It can be argued that for such an analysis the worst case
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scenario should be used to evaluate the sustainment system's capabilities. 1
believe that the iancreased requirenments of such a scenario are not
representative and can be offset by the sustainment system's ability to surye
and achieve unquantifiable iancreases in capability for short periods.

Further, it is the ability to support the sustained rate of consumption that

will ultimately determine success or failure.

The following chart sumwarizes by class of supply the requirements, and

- capabilities of the division. The daily requirements are from the LOGCEN

computer generited data. The capabilities are derived from those reflected in
the appropriate heavy division SRC 8700J480. As can be seen, with throughput
of 21 siort tons of rations and 61,000 gallons of fuel by corps vehicles and
the maneuver battalions going back to the ammunition supply points to pick up
1908 short tons of ammunition (which are in accordance with current support
concepts) the division has the capability to sustain itself.l9

Based on this comparison alone one could conclude that the heavy division
has adequate combat service support. However, this is a single dimensional

analysis cowparing requirements against design capabilities, and as such is

not adequate for the purpose of this paper. It fails to consider the effects
of supporting those requirements on a nonlinear battlefield employing Airland
Battle doctrine. Accordingly we need to turu our attention to an examination
of how well the current sustainment system conforms to the doctrinal
sustainment luperatives and characteristics previously developed. 1In so doing
we will assess the exccutabllity of the doctrine on the battlefield to
determine if the sustainment system contributes to maneuver force agility and

success. To do this we will look at the division's organization for support,

support concepts and equipment.
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ORGANIZATION FOR SUPPORT

There have been significant changes in the support structure and concepts
used to sustain heavy divisions since World War [1 when divislons were
designad around General HMcNair's concept of the triangular division. The
t-iangular division structure stripped out all non-essential organizations and
soldiecs to "concentrate a wmaximuu of men and materiels in offensive striking
wnirs."20 The units thus removed from the divisions were predominantly couwbat
support and combat service support, which were reduced in number (taking
advantage of technological improvements and ecoaomy of scale) and were
consolidated or “"pooled” at corps and army level respectively. These units
were then attached back to the divisions based on operational requirements.
General McNair's intention was to create divisions and corps that were truly
aanenver forces and headquarters of concentration cespectively. In fact,
doctrine called for self-sufficient divisions that could rapidly shift from
one corps to another.2l To that end he personally directed that "divisions
and cocps are not In the channel of supply except ia emergencies."22 He
believed thar the supply points could and would be pushed forward by the Aray
headquarters at the rate of maneuver force advance, so that the "using units
would not have to haul supplies wore than twenty to thirty niles."?3

General McNair's concept was theoretically and doctrinally sound. 1In fact
it proved to be effective in the peacetime environment, but it did not
accurdtely envision the requirements of the battlefteld and the capability of
the sustainment systea to meet those requirements. The rapld buildup ot

combat forces without a corresponding increase in support capability prevented

the necessary stockpiling of supplies to sustain operations adequately. There




were not enough of the "pooled” units to satisfy support requireueats and they
could not be shifted on the battlefield quickly enough to provide respoansive
support. The shortage of support units and disparity in mobility made it
physically impossible for the sustainment base to advance at the rate of the
coubat forces. His concept proved to be unworkable. Hasty luprovisation was
requited. Support units were modified, new ones created; and they were semi-
vermanently assizned to divisions and corps establishing them as the
adninistrative and tactical headquarters we have today.

Wnile the corps and divisions have undergone several changes in design,
today they have become even more principal sources of logistical support. In
comparison to World War IL, the corps has assumed most of the sustalnmeat
responsibility previously performed by the fleld armies. 1t ls organized with
1 corps support command (COSCOM) having a variable number of subordinate non-
divisilonal combat servlice support uaits. The number and type of units depend
on the divisions normally assigned to the corps. The COSCOM provides general
support and backup direct support (supply, maintenance, transportation,
medical, and Eield services) to all corps elements.

Within tie current heavy division, redundancy, flexibility and responsive
support are doctrinally accommodated by having combat saervice support elements
at each level from company through division. 1In contrast to the corps, this
logistics structure s essentially fixed by tables of organization and
equipment (TOE) based on the type division. Additional capability is provided

by aupgmentation of additional combat service support units, primarily from th-

CI5COI.
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The division support command (DISCOM) has the mission to provide
division~level loglistics support to all organic or attached ceclements of the
division. 1Tt is organized to provide the maximum amount of combat servi:e
suppoct within prescribed strength Limitations, while providing the most
effective and responsive support to tactical units In a combat environment.
Like the COSCOM it provides supply, maintenance, transportation, wedical, and
tield service support. In order to provide responsive support to the tactical

comaander, the logistics, medical, and administrative services are

functionally organized and positioned in the areas requiring support.
Specifically, the DISCOM is organlzed with a main support battalion (MSB), a
forward support battalion (FSB) for each ground wmaneuver brigade, an aircraft
malntenance company (AMOC), and the division materiel center (DMMC). The
object of the support it provides is to keep the systems of the division

operitional. 24

The ground maneuver brigade is a tactical headquarters, and as such does

not have any organic combat service support units other than those sections
which support the headquarters and headquarters company. However, "dedicated
support™ Ls provided to the brigade and its 'brigade slice units' on an
hahitual association basis by a forward support battalion (FSB). While the
FS3 is subordinate to the DISCOM, for all practical purposes it is the
brigade's coumbat service support element. It ensures that its brigade units
have sufficient food, cepair parts, ammunition, fuel, maintenance, and medical
treataent, and it coordinates with the DISCOM rear to provide all other

nowrrganic suppoct required. The FSB is the brigade commander's single,
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multi-functinnal point of contact for all combat service support. To provide
this support the FSB Ls organized with a headquarters and headquarters
detachwment and supply, medical, and maintenauce companies.25

Under the Arny of Excellence (AOE) structure the combat service support
nlements iLn the maneuver battalion have been consolidated in the headquarters
and headquarters company. The coapany is organized with support, medical and
malntenance platoons that pecfora unit level support for the organic maneuver
companies and serve as thelr link with the divisional direct support base in
the 1ivision support command (DISCOM).26

The maneuver company is the basic consumer of support and is the lowest
organizi.ional unit with personnel assigned to perform combat service support
functions. 1t is from this level that supply requests, personnel status
reports and other requirements for suppoct originate. The company is not
desiyned to be self sufficient. Tt has the fuel in its vehicles and a baslc
load of ammunition and rations. When those are consumed it is dependent upon
its parent battalion for all support.

Conceptually, agility is enhanced by the organization and posltioning of
these combat service support elements throughout the division area. This i3
accomplished by the use of logistics trains and support areas. Trains are any
srouping of personnel, vehicles and equipment assembled tou provide support to
a unit. They are deslgned to simplify the coordination and control of
loglstics assets while providing wore immediate responsive support,
flexibility in usage, and lacréased survivability of assets. They can be
centralized at one location, unit trailns, or can be echeloned into field and
coubat trains. The exact composition of the tralns i3 tallored to contain the

combat service support elements that are critfcal to support the forces

24




engaged in battle. Normally, they include class Il and V, unit maintenance
teaws and medical support. They are completely mobile and move with the
maneuver force to provide responsive forward supporc.27
ot A support area is a geographlc area where a unit's logistical elemeats are
found, nurmally located toward the rear of the units supported from it.
Within the division's area of operation, there are company support areas,
battalisa support areas, brigade support areas (BSA), and the division support
N area (DSA). The coupany support area Ls that portion of the company rear
occupied by the cowpany trains; and it is normally located out of enemy direct

}* tire, between the hattalion support area and the FLUT. The battalion support
”Xi area is that portion of the battalion rear occupied by the battalion combat
triains aand the forward elements of the supporting forward support battalion
QL; (rss8). It is usually positioned one terrain feature behind the lead elements,
betwaen the 8SA and the company support area. The BSA is that portion of the
. brigade rear where the FSB and the battalion and company fleld trains are
N positloned. 1t is normally located approximately 20 kilometers behind the
FiL.OT to afford protection from enemy iadirect fire weapons up to 130mm. That
T part ot the division rear area where the DISCOM command post, organic (less
¥Sds), attached and COSCOM suppnrting units are located is the DSA.
o cerinally {t £s 50-60 kilometers behind the FLOT, between the division rear
boundary and the BSAs.2d

Conceptually, it appears that the combat service support systems within

N the division are structured in accordance with the characteristics previcusly

. developed. There are elements integrated at each echelon from company through
division (this is correct Lf the ¥FSB is considered to be that element for the

. sround wmaneuver brigade). These clements are tailorable to provide flexible,
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respousive support necessary at the respective levels. They are

yeographically positioned and echeloned throughout division's sector to
provide redundancy, survivability and countinuity through depth. But to
determine if the conceptual sustainment system is executable, we need to
examine how the five functions of logistics, supply, mainteuance, medical,

transportation and services, are perforumed.

Organization For Supply Support

"Supply is the process of providing all items necessary to equip,
maintain, and operate a military command. It involves the procurement,
storage, dlstribution, maintenance, and salvage of supplies."29 In the
division supply includes determining requirements and requesting, processing,
storing and distributing materiel to satisfy those requirements. The levels
of essential supplies maintained by the division are deterwined by the DMMC
based on actual usage experience or as established by corps or Department of
the Army regulations. The focus of supply operations is to deliver, to the
waxinum extent possible, supplies to forward areas using divisioun or corps
transportation assets (utilizing the concept of throughput to minimize
multiple handling). The organizations involved in providing supply support
within the division include the DMMC, MSB (supply and service, medical, light
malntenance, and missile mailntenance companies), FSB supply company, and the
maneuver battalion's combat service support platoons.

Three classes of supply have traditionally been identified as critical for
the success of any type of tactical operation. These are Petroleum (Class

[I1), Ammunition (Class V), and repair parts (Class IX).30 The consumption
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rates of each are directly dependent on the type of operation, offense or
defense. During the offense there is typically high fuel consumption and low
awnunition expenditure. While fuel consumption usually decreases during the
defense, anmunition usage will Increase. In both operatlons repair parts
supply 1is directed toward supporting the maintenance repair forward concept.
Witimut a continuous flow of these supplies the maneuver force will be unable
to sustiin combat power. This demands that the sustainment system focus and
sive priority to their adequate and timely provision. The first to be
exaiined will be class ITIL.

Within the division, there are four battalions and a brigade that recelve,

teapoci-ily store, issue, and distribute class III bulk fuel supplies. These

are the combat aviatlon brigade (CAB), the MSB8, and the three FSBs (located in
the B5As). The petroleum storage and issue sectlon, S&S company, MSB,
operates the main class (LT distribution points in the DSA. The petroleum
section of the FSB supply company operates the class I11 distribution poiats
in the BSA. Additionally, bulk aviatlion fuel distribution points are located
and operated by the CAB. Management is the responsibility of the DMMC. The
minagenznt system is not automated and requires the daily submission of manual
reports from all units company through division.31

The supply of bulk fuael 13 scheduled as opposed to belng formally
requisitioned, and 1s based on forecasted requirements developed by the
consuming cowpanies or battalions. FM 63-2-2 provides guidance on the period
covered by the €forecasts, "In order to ensure adequate reaction time and
aviallability of fu=l, forecasts should cover the 72-hour period beyoud the
next Jay.“’z For example, the forecast for the lst day should be the

projected caguirements for the 3rd, 4th, and 5th days. This implies that the
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division is developing operatlonal plans in sufficient detatl, at least 96
hours in advance, so that fuel will be available when and where it is needed-
~a condition which is highly suspect given the fundameatal raquirement for
agility. Wnile it is recoygnized that under unusual conditions these times can
be reduced, the system is not desizned for, nor can it support continually
operating inside the coastrained timeframes.

Distcibution of tuel envisions a constant movement of tankers from cotps
as far forward as the 8SAs in a closed loop, full ones moving forward and
enptles ceturning. Using the LOGCEN consumption data this would require
approxisately LOD 5,000 sallon tankers every 24 hours. This distribution
systan p.2supposes that unit locations are known and remain unchanged for
lenythy peciods, and equally important it is dependent oa timely
communicaitions and adequate secure LOCs. Each of these assumptions is
questioazble given the AilrLand battlefield envirounment.

Resupply of aviation fuel noraally is performed by COSCOM assets
leliverlng directly to CAB tankers. Doztrinally, these taank trucks Are
supposed to be capable of storing two days of supply of class IIIA for the
brtéade,33 however, the current MTOE has deleted the required 5,000 gallon
tankers. With currently authorized refuelers there is a total capacity ot
less than one day's stockage. The 4SB is required to provide back up support
to the CAB and to maintain an additional one-day reserve supply.3“ Con-
sidering that the CAB can store less than one day, this means that if three
days of JP4 are to be oun hand, the MSB must plan to store most if not all of
it. Bacause of the time consuming procedares required to convert a fuel

veiilcle from one type of fuel to another (especially JP4), tankers cannot

tapidly be switched based on changling fu2l requiremeats. This will cause
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tankers to be diverted from ground fuel and dedicated to P4 service, even
though the most immediate need maybe for ground fuel, thus further
exacerbiting the shortage of wobile ground fuel tankers and support to ground
operacions.

To allow the commander the agllity to exercise initiative requires amoblle
fuel systeas, however, the division's primary storage capability, 120,000
sillons of bulk fuel, is the non-mobile fuel system supply point (FSsP). It
(s tils system that maintains the reserve stockage of Class ILI. The normal
concept tor its employaent would prevent achieving its full planning capacity.
Under the best coaditions it takes 8-10 hours to emplace the system, fill it
up, and become operational. Before it can be relocated the fuel must be
ewptied, which way take several hours depending on curreant consumption. When
capty the systz2n can be displaced, requiring the same time to become
operitional again. 1UF the time and location for movenent are known in advance
(tu=-12 hours), the drying up of the system and site preparation can be
maaged. Bar with little or no notice, it may be impossible to use it to
orovide responsive support. Actual enployment should break the system down in
hill or thicds and "leap frog” it to support the maneuver force uwovenment.

This would improve cesponsiveness, enhancing agility, but Lt would reduce the
disision's oa ground fuel storage hy half or thirds.3

The most sertous constraints on the Class 1I1 wartime distribution systea
may b those ifmposed on it by the peacetime system—to train adequately, and to
develop coumon procedures and practices that will be used in combat. At most
installations garrison support Ls provided fron a fixed gas statlon wherc
ivlistdaal vehicles are rafueled, or unlt refuelers fill up at the POL tank

tica, retanrn to the unit motnr pool and refuel the individual vehicles.
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'Normal field support' usually involves the unit refuelers f[illing up at Lthe
tank farm and goiny to the field where they refuel tie individual systeuws.
Battalion task force and brigade sized exercises do not create the consumption
required to set up, operate, and stress the eatire system. What usually
hlappens is the mancuver force continues to use the garcison system; or if the
‘wartime' systea is deployed there is more support provided than would be
possihle in combat. Either of these situations, instead of causing cownon
procedures and techniques to develop, teaches bad habits for both the
supporters and the supported. Further complicating the problem are cegulatory
and legil constraints. Environmental policies jreatly Llimlt petroleum
operatios s, and carreat fuel accountability requlrenents simply cannot be mect
with systems Like the F3SP.

Ammunition is the only critical class of supply for which the division
maintains no stockage above company level. 1Its cesupply is based on a
cortinnous refill of the system. As stocks are issued they are replaced by
those arving forward trom the rear. Companies carry a basic load, which is
defined as "that quantity of ammunition required to sustain a unit in cowbat
until resupply can be accomplished."36 [n fact the actual quantities are
c¢mstrained by the unit's abllity to store and transport the ammunition. The
length of ttae the basic load lasts is directly dependent on the intensity of
combat and may or may not be relevant to the resupply time. Resupply is based
on an allocation system where requirements are developed at each echelon to
sustain operatinas for a speclfic period. This is the required supply rate
(R5R). The allocation, or controlled supply rate (CSR), is estiblished as the

rite of use that can be sustiined within available sapplies.
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Unlts Involved in ammunition resupply are the MSB, FSB, and DMMC. The
division ammunition otiicer (DAQ), assigned to the DMMC, performs ammunition's
aanagenent for the division by authenticating requests, managlng the CSR, and
exercising overall coordination and control of Class V supply. #He or his
represceatative validate all ammunition requests before the unit is allowed to
roceive ammunitioa from the COSCOM ammunition supply point (ASP), corps
storage area (CSA) or a divistou or brigade ammunition traunsfer point (ATP)."7
As with the managewent of class 111, ammunltion managewent is not automated.
Farthernore, it is dependent on reliable communications with as many as seven
locations spread the width of the division sector and frowm the BSA back into
the corps area. A difficult task in peacetime, it may prove impossible on the
airLand battlefileld.

There is one ATP established In each brigade support area and one in the
3A. The ATPs conslst of the personael and wmateriel handling equipment to
transload palletized ammunition Erom corps trailers to using units vehicles.
Corps Lractors move forward on a prescheduled basis and drop the full
trailears, when the next resupply cones forward, the empty trailers are
backihanled. Collectively, the divisions' ATPs can handle approximately .
thirl or the total daily ammunition requirement; the other two thirds nust be
picked up at the corps ASP in the vicinity of the division rear boundary.
Doctrinally the ASP is close enough to allow a maximum of 4 L/2 hoursy
turnaround €or unit resupply vehicles.33 To maintain this turnaround
tina/distance over time requires the frequent relocation of ASPs that
physlcally cannst bhe supported within current capabilitles.

F{ 10U-10 adviszs that the ATPs should be relocated periodically to

preveat detection and targeting by the ene:ny.39 Howevar, once the trallers
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are dropped they becowa immobile; and the ATP has ouly limited abtlity to
repasition but no wmeans to move or relocate them. This lack of wmobility
psreseats several probleas. The most serious is that it denies the commander
the abhillty to nove the ammunition when he decides to maneuver to take
adviutage of an opportuialty or counter an enemy threat. It is highly prubable
that given the Alrland battlefield the maneuver force could be critically
short Aamunition, have the ammunition in the ATP and be unable to get to it
hecause the enemy has laterdicted the supply route.

Lix: €iael distribution, ATP operatlons are based on a fleet of trailers in
wotion. They also require coasiderable response time (18-24 hours from
repaest bl arrival of amaunition) and are dependent on secure LOCs, timely

snamications, and a4 relatively static maneuver force support base. None Hf
“iese tnditions 13 likely to be eacountered.

Avoiter Jimengion to ATP operations is the lacrge number of trailers it
takes to make thew work. As a minimum {t takes more than twice as many
vreailers as are in the aTP to make the coacept work (those actually (n the
ATP, a like nuaber at the CSA being lnaded for the next resupply, and some
quant ity undergoing maintenance). For a division this would take
approginately 110 of the new 22 1/2 ton sealtrailers or 200 of the old 12~ton

trailer; daily.l‘()

The sheer number of trailers cequired may make it viable
only on a limited scale. This creates increased requirements for units to o
ty the corps ASP/CSA to pick up ammunition, for which they are unot organizal.

Simillar to fuel distribution, the wost serious ammunition coastraiat wmay
h2 the inability to train, test and revise the wartime system adequatoly

daring peacetime. Training ammunitoon is normally allocated based on an

Approuved annual tralnilng program to coaduct specific eveats, e.g. tank
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suanery, with the aamunition allscation broken down by quarter. Based on the

il locatlon/tralning plan, the unit submits a2 request through the DAO to the
post ASP, and using orpganle traasportation goes to the ASP and pleks up the
ammuanition. WNormally, the ammunition is drawn in bulk, taken to an ammunition
holding area where it is secured, and only quantities for Lmmedlate
consumption are moved forward to the units conducting training. Moreover,
these procedures in no way develop the abllity to transition to a4 wartim2
systea whare ammunition requirements are developed to support combined arus
uperiations (RSR); nor do they aand develop an apprecliation of the effect
constrained (CSR) ammunition will have on tactical aad operational plans.
Another part of the problea is that the consumption of ammunition to support
pracetine traininy does not approximate that necessiry to deploy, set up and
operate the 'division's slice' of the class V system (CSA, ASP, and trailer
transfer point.) The tact that most of the corps ammunition units are in the
J resery: coaponent further cowplicates conducting training. Additfonally,
there are cogeant legal, safety and security reasons to testrict the peacatim2

izsten. However, without exercising the wartime system, problems in

coordination of the disparate activities required to make it work (COSCOM,
LI, 4CC, CSA; ASP, within the divislon, G-3/4 planners, FSBs, MSB, and DAD)
4ill norn be identified aud resolved. Since the division carries no reserve
stoeks of aamunition and has no visibility of or way to redistribute the unit
bisic loads, the wartlme systen has to work right-—the first time.

Repatr parts, like ammunition and faezl, are critical to keeplng weapons
systeuas in the battle and returning those that becoume damaged or {aoperable to
1 the Yight. Class [X supply consists of the repalc parts and repairable and

aon-repairable components that are required for waintenance support of all
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equipment. There Are two aspects of class IX supply which make it different
from the system used for providing general supplies. First, a large aumber of
repair parts ire routinely supplied from CONUS depots by air lines of
communications (ALOC), in some cases to division level. Second, repair parts
are supplied within the division by maintenance units rather than by supply
organizations. Units performing repair parts supply include the AMCO for
aviatina unique parts, MSB (light maintenance cowpany for common irems,
missile suppoct company stocks missile peculiar parts, and medical parts are
stocked and supplied through the wedical support company), and F58
(aainterance and medical companies). Management is the responsibility of the
oMHC . 4L

The NMMC, MSB, and FSBs use the automated DS unit standard supply systenm
procedures to perform the division class IX supply management and accounting
functions. Class IX is the only critical supply currently automated. This
system provides visibility of divisional authorized stockage list (ASL) assets
and gives to the DMMC the ability to cross level repalr parts or major
asseablies where they are most critically needed to support the division
commander's battle. 1t operates in peacetime essaentially as it would in wav.
However, there are some limitations: data is not real time (normally an
update is run at least daily); and it is dependent on a viable comaunications
system, uninterrupted division data ceantetr computer support (there is no
manual hackup), and a traasportation system to redigtribute the parts. These
notwithstanding, automation does add a degree of agility to the class IX

systew ot possible with the other classes.
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Sompantes are the basle consumers of repalr parts and are authorfzed a
prescribed load list (PLL) to support assigned equipment. The PLLs are
tollocated in the battalion's maintenance platoon and the number of lines are
coastrained to allow thean to be mobile. When the company is task organized
iato a battalion task force, its PLL is designed to be broken out and moved
with it.*2 However, the PLLs are for all practical purposes consolidated
because current MTUEs do not authorize enough PLL/TAMMS clerks or PLL trailers
in the maneuver battalion mafntenance platoon to allow all the companies PLL's
to be hroken ont at the same time. Furthermore, there is no ability to break
the PLL below company level when company teams are formed. This is a
significant problem if the team remains within the parent battalion, buat it
bacomes even more significant Lf the unit s task organized with another
battalioa that Ls not similarly equipped.

The source of Class IX supplies for maneuver units is normally the
supporting maintenance company. This DSU maintains a portion of the
divisinn's ASL. Stockage quantlties are determined oa the basis of an
aconomic order quantity formula. 1In terms of days of supply (DOFS), the
quantirties of 4 specific item within the ASL may range frowm a 30 to 365 day
Level or morc,43 depeadent upon the order and ship time and demand criteria.
Ty prevent overstockage in the BSA, the DMMC, in coordination with the M:iH
materinel officer, specifies the itews and quantities of class IX materiel to
be physirally located in the Eorward area. These determinations are based on
the PLLs of the units to be supported and the lmmediate mobility requiraaents
of the (orward support maintenance uanits, whilch are designed to maintain
Approximately 3,000 lines uploaded and rmobile. The remaining stocks of the

division ASL are maintalned by the appropriate malntenance operating untt

35

A [ 0 P T T VN VY 4 LIS
‘-‘.1‘. ‘-,,',.,‘ ‘Q‘ ‘ '1"'5‘_:&" ':l‘ibs‘;‘ﬁ}“uiﬁ L) “,




(i.e., conventional, missile, aircraft) normally located in the DSA. Current
heavy division ASLs range from 6,000 to 10,000 lines and are based heavily on
peacetline usnge.44 In nost cases the current number of lines stocked still

exceed the abllity to achieve 100%Z mobility. The size is helng reduced by

eliminating the nonessential comfort and cosuetic items and by ldentifying the
itens stocked because they are required solely for peacetime oper.itioan, such
fgg a3 those to comply with legal or safety tequiremeats. These Ltems are being

stripped out and stored and managed separately, thus making the 'combat ASL'

ﬂ?“ deployable and mobile.

".ji',.’

[

ﬁ:" The missile peculiar ASL is uniquely managed and has the potential tn

oy

g i

v atfect :uambat power significantly. Stockage is based on peacatime usage which
"w' ¢

545 does not approach anticipated combat counsumption. Additionally, there is not
n'q

)

}33 safficient stockage in the inveutory to support requirements in accordance
;‘!“"

L

A wita normal supply procedures. Because of the limited quantities and the

ceiticality of the components to supported missile system readiness, a closed

loop supply system has been established where the requisitioned it:ms are

shipped from the contractor or AMC depot dicectly to the division's missile
support company. It is planned that this system will also be usad to support
. wartime requirements. A difficult enough system to make work in a nonmobil:
K peacetime environment, it most probably will prove to be uaresponsive on the
C oy AfrLand battlefield.

Another agpect of supply is the nuabar of days of stockape (DOFS) that the
virlous coubat service support units maintain. Reflected are the three

- :ritical classes of supply and the normal DOFS within the division.%>
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Class of Supply | DOFs*

v | Basic load
(LI bulk | less than 1 to less than 3 days
IX | 30-365(+)

*dependent on corps/theater commanders guidance, but based
on the current peacetime system, and doctrinal guidance
these ara the approximate DOFS.

While there are understandable reasons for all the classes of supply not
to have ideantical days of stockage (predictability of consumption,
interchangeability, etc.) it would appear that they should be reviewed. For
the class with the least DOFS will determine how long the force is self
sufficlent, and it makes no sense to have numerous days of repair parts on
hand if the maneuver force becomes combat ineffective because it has no fuel
or ammunition. Reallocation of resources, personnel and equipment from one
class to another may be appropriate to help bring the period of total

sustainmnent for the division into closer balance.

Organizition For Maintenance

"Divisional matntenance includes preventive maintenance to keep equipment
in an operational condition; unit maintenance characterized by quick turn-
around bised on minor repair, and maneuver unit TDSM support characterized by
high mobility, a forward orientation, and repair by teplacement."46

The naintenance system has recently been restructured to provide more
responsive support, improve operational readiness and increase battlefield

wobility aad flexibility--to improve maneuver force agility. Divisional and
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aondivisional maintenance, units have been reorganized and the old four
categories, organizational, DS, GS and depot maintenance have been replaced by
the three levels of unit, intermediate, and depot. Unit level maiuntenance is
characterized by operator or crew maintenance, scheduled, and unscheduled
maintenance, ninor cepair, and quick turnaround of damnaged equipment through
repair by part or componeat replacement. Intermediate wmaintenance has two
couponents, iatermediate direct support (1DSM) and intermediate peneral
support maintenance (IGSM). IDSM applies the principle of repair and return
to aser, while IGSM 1is performed in support of the theater supply systen.
Dep>t miintenance supports the wholesale supply system and is performed by the
Atmy Mat:ciel Command actlvities or contractors. IDSM is normally the highest
level of maintenance support provided within the division.47

The corps and divisional malutenance unlts have been reorganized to
perform [DSM with emphasis on wobile flexibly tailorable teans and
detachments. The large semi-fixed and immobile intermediate general support
maintenance units previously in the corps were not compatible with the nued
for nobility. They were moved behind the corps rear bouadary where they
support the theater supply system and thefr lack of mobility is not a
limitatlon. Since these units previously provided backup support to
divistonal and nondivisioanal direct support units, this move out of the corps
created a void in the corps support capability. Additionally, the redesign of
divisional units and their focus on repair by componeunt replacement caused 4
shortfall that was passed along with much of the component and major asseuably
repair back to corps units. The creation of corps standardized (DSM units wis
desizned to €ill both these needs, and specifically to make up for the

divisioial direct support maintenance capability shortfall. The cotps base
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company is organized and equipped to provide class IX supply support and

Am n e o

repair of common equipnment, but it also can be tallored to specific support
requirements. Area support is provided from a base shop while

A backup/reinforcing support is performed by highly mobile support teams forward
v in the DSA. The company also has limited capability to reconstitute
divisional maintenance units.43 This restructuring clearly enhances the

divisioan's mailutenance capability and agility.

[ .

The thrust of the divisional maintenance system is toward repairing

damaged weapons systeas and equipment as far forward as possible to maximize

-~ -

their corabat availability and thereby reduce or eliminate recovery and

. evacuation time. The organizatlons performing maintenance within the division

- -

tnelude the light, missile, and heavy maintenance companies of the MSB, the

F33 forward maintenance coapany, the AMCO, and the maneuver battalion's

- - A

¢ Aalatenance platoon. There are two other organizations that perform IDSM

primarily in support of their own mission, the signal battalioan for organic

%: COMSILC equipument and the military intelligence battalion on MI unique
L3
b cquipment .#9  Neither of these will be discussed.

The DMMC provides overall TDSM management within the division. Like class
S 1X supply, the peacetlue organizations and procedures are essentially the same
X a8 in war. The most significant change will be relaxing of peacetime

0 equipment serviceability standards, eliminating cosnetic and nonorganic
essential safety maintenance tasks through the concept of mission essential

it ) maintenance only (MEMO) to perform those tasks required to restore primary
mission capabilities of systewms and return them to the fight. However, the

s suppoct relationships will remain [a effect.
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Unit maintenance is a critical link in the total maintenance system. The
operator/crew, cowpany malntenance section, or organic maintenance teams (dTs)
troa the maneuver battalion maintenance platoon are the first elements of the
systea to arrive at the breakdown site. The MT is designed to conduct battle
damage assessment (BDA), and it makes the critical initial diagnosis that
serves as the basis for determinlng 1f the damaged equipuent Ls repaired oan-
sit+ »r recovered to the unit malatenance collection point (UMCP). The
tailored MT is organized and equipped to support a specific type “"pure”
battalion (tank teaws in tank battalions and mechanized infantry teams in
mnechanized infantry battalions). The teams are assigned on the basis of one
tera perc cmnpany.50 An habitual assoctation is established between the MT an&
the company it supports that facilitates uninterrupted maintenance support
when changlng missions and battalion task organizations. The MT does not,
however, have adequate capability to suppoct at multiple locations if the
company is broken up into company teams, especially if they are in more than
one battalioa--a significant limitation considering that companles are
normally fought as coabined arms teams. This will require the team to recover
equipment to a central location, probably out of sector back to the parent
battalion, to be repaired, thus increastfag the systems down time, a conditinn
that the "fix forward” concept is designed to minimize.

(SDM in support of the brigade area is provided by the FSB maintenanca
conpany. Consistent with tactical operations, these companies use MS5Ts to
provide close~in support or on-sites repair of critical weapon systeas and
estadlish a base of operation in the BSA. The MSTs are equipped with armoraed

personnel carriers, M-113s, to provide protectinn and cross country mobility

comparahle to the maneuver forces they support. Their capabilities aund .



’
L T TN W W W Y -

% capacities are tailored like the maneuver battalion's MTs to the types and

b densities of equipment and units for which they provide support. Support
forward is the priwary misstion of FSB maintenance company MSTs in support of

e weapon systems in tank, mechanized infantry, and artillery battalions

v operating in brigade sectors. MSTs are attached to the FS4 maintenance

company based on the type and number of maneuver battalions with one attached

;? ) per battalion. The MST concept provides flexibility in tailoring the FSBs to
5!
;i . support a different mix of battalions. Like the MT, aan habitual association
? is developed between the MST and maneuver battalion that provides continuous
ﬁ: maintenance when the battallon Ls woved from one brigade to another.>!
;ﬁ llowever, it also has the same limitations on supporting at multiple locatioms
et

whea the 'pure' battalion Ls broken up and its companies are task organized
:3‘ iato wmultiple task forces.
sg Doctrinally, ewmphasis is on rapidly repairing equipment by component
g replacement instead of plece part repair. The MSTs are deployed from the
:3 cowpany to unit MCPs or directly to "downed” vehicles. Uiagnostic information
Es provided by the unit MT constitutes the basis for MST selection of personnel,
R TiDE, tonols, components, and repair parts necessary to make the on-site
;ﬁ tepairs. However, the limited nuaber and vulnerability of the test sets
é; neeessary to perform fault isolation of electronlc fire control and missile
g
R systems dictate that they be centrally located in the base shops in the BSAs
Wﬁ or U5A.  This affects virtually all the division's major weapons systeams.
:S . These systems must be returned to the FSB, or in the case of most missilae

' systz2ns, to the missile support company in the DSA for repair. This increases
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repair cycle time, need for recovery and evacuation (transportation assats),
Works At cross purposes with current maintenance concepts, aad reduces

maneuver force agility.

Organization For Medical Support

"The objective of military medicine is to conserve trained manpower. To

' e e W e

achieve this objective, patients must be examined, treated, aund retucuned to
daty as far forward and as early in the phased health service support system

15 possible. Health service support functions must provide the utmost benfit

T

to aaxinum personnel in support of the mission.”?? Within the division,

? ealth services are designed to acquire, receive, sort and provide medical and
%
M surzical treatment for division and nondivision persomnel in the divistion

acea.  Support provided includes both unit level and division level.
Redundancy, continuity : .d responsive support are conceptually provided

3, through depth by having medical elements at all levels from company through
division. The nrganizations involved ia providing health services include the

) BISCOM headquarters, MSU medical support company, the FSB forward medical

. companies, and the medical platoons of the maneuver battalions. The nedical
support company in the MSB and the medical company in che FSBs provide
division level health service support.53 The DISCOM medical operations

f: section coordinates the division wide medical support and perforus the patient

regulating function using informal wanual procedures. As with ammunition, it

requires timely, reliable communications with all division and corps medical

units. Unit level medical support is provided by the medical platoons of the

. maneaver battalions.
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Doctrinally the focus of medical support is on timely disposition of
casualties and support froa hlgher to lower, with units organized, equipped
and positioned aceordingly. Medical assets are pushed down to subordinate
tiits where rapid diagnosis and treatmeat either immediately returns patients
to daty oe evacuates them to the appropriate facllity for necessary treatment.
Divisioaal nedlcal companies are structured to provide only limited holding
capacity (120 cots fér a maximum of 96 hours in the MSB),54 thus ensuring that
the division does not becowe tied to an immobile semi-fixed medical facility.
Reorganizing the [orward wadical companies in the FSBs and equipping them with
a combinatton of tracked Ml13s and wheeled aabulances has provided the
necessiry mobility and survivability to allow them to operate well forward
with tne maneaver coapanies and perform casualty evacuation throughout the
brigade area.?®  Evacuation out of the division 1ls a corps responsibility.
Bepending on patieant condition, weather, the tactical situation, and
availabillty, the patient may be evacuated by either air or grouad ambulunce-~
-both of whlch require respoasive communications and secure LOC's.

Whil2 the FSB forward medical companies ave structured to be 100%4 wobile,
the 158 medical support cowmpany 1s not. It is designed to displace in
facreaeats and requires transportation assets froa the transportation motor
company (IMT). Moreover, the corps hospitals are semi-fixed facilitles
reqairing extensive time and resources to relocate, a critical factor
«ffecting the mobility of the division. No matter how mobile the divisional
nedical system is, since {t has no reserve capability, if the corps facilitles
can not stay within supporting distance, the mobility/agility of the division

will be degraded.
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Resupply of medical ftems 1s done through an inforwal system that is

totally separate from all other supply procedutes.56 1t is managed manually

el and is the respoasibility of the division medical supply officer. Units

._!i{r

et ¥

“h“ submit requests to their supporting medical activity which issues the iteams,

if on hand, or passes the requisition to the next higher medical unit. This

A\ -
§£¢ same process ls repeated at each echelon until the items are located and
gvﬂ tssued. They come back to the unit the same way, one echelon at a time. The
A3 -
Lie evicuat{on system plays a vital role in this resupply system by providing
Sﬁ: backhaul tn transport medical supplies. There way be good reasons to have
e

gﬁj life sasing supplies like plasma and controlled drugs supplied ditferently.
A
Il“‘A t
R dowever, the coammon iLtems could be provided more efficiently and responsively
‘Akn Ly having then automated and centrally managed by the DMMC like all other

\
)
?% supplies. 1t is difficult to envision how the current informal systea could
bt
& b
Al effectively operate on the AirLand battlefield.
Q%f As with ammunition and fuel supply, potentially the wost adverse aspect of
R

U

"
?!; the wartime medical system is the inability to train, test, and revise it

&
’0’."
‘ﬂﬁ‘ adequately in peacetime. At most installations personnel assigned to

gt divistonal medical units are attached out to staff the hospital and troop
4%
W,
ﬁﬁ: medical clinics, only cnalng together and functioning as a unit in rare

R

e
{Q occasions. While technical skills may be enhanced in such aa arrangement, it
g clearly does not foster the development of common procedures and practlices

W
iy -
:ﬂg that will be required to support the division in combat.
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Jrganization For Trausportation

"Transpoctatlon consists of those services related to the movement of
personnel and materiel to meet the Army's requirements and comaitments. "7
Adejnat.: tcansportation has always been a critical element in maneuver force
13ility and the successful support of combat operations. It is the aeans by
Jhich the entire combat service support system functions: distributing
supplies, evacuating damaged equipment, and moving personnel to where they .ire
necded. While it takes on even greater importance considering increased
mancuvetr force mobility and the eamphasis on throughput and providing combat
service support forward, it is doctrinally recognized as inadequate to meet
anticlpated requirements.

Units respoansible for providing transportation support within the division
Acre the maneuver battalion support platooans, the M3B, and the CAB on a limited
or emergency basis. The principal ground direct support transportation asset
{s the transportation wmotor transport (TMT) company of the MSB. Hmployment of
the THMT company's vehlcles is centrally controlled by the DISCOM movement
control officar in coordinatlon with the division transportation officer
(hrn). 28

At any gilven time, there will be a cowmbination of theater army, corps,
division, and user traasportation vehicles in the division area. Theater army
and corps assets will primarily consist of those iavolved in throughput
delivery. Most of the truck and trailer assets will normally belong to the
corps since corps general support units (GSU) are the primary source of

resupply for the division and corps units operating in the division area.

“xeent for ammunition deliveries to ATPs, and sowe bulk fuels, corps assets
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w0 will nornmally deliver to the division rear. Deliveries of large quantities of
specific {tems may also be made directly to the user, for example, support for

special projects such as the delivery of barrier material to engineer units.

PR
e b

N This allows the division's transportation assets to concentrate support within
the division sector. As with all throughput, this requires forecasting

‘L requirements or requisitioning the supplies and projecting unit locations far

:\ enougzh in advance to ensure that they arrive when and where required. A

significant problem will be controlling MSRs and traffic flow of what could

routlnely He well over 300 corps and divisional resupply vehicles all trying

to traval between the BSAs, DSA, and Corps support facilities, a situation

that couald not only slow resupply but easlly impede the lateral or forward

] comuitment of maneuver forces.

?

§ The increased reliance on materiel handling equipment (MHE) has been a
1)

)0

1]

aixed blessing. While efficiency and unit productivity has been gained in

support operations, this Increased reliance on MHE has created additional

W
K)
§§ transportation requirements. The cowbat service support ualts are now
¥
)
N dependent on the MHE to perform their missions adequately, but the MHE is, in
‘ some Instances, not self deployable. WNor in most cases, is it designed to
!"-a
;; make long road marches, and it can not maintain the same rate of travel as the
b
)
N rest of the unit. This places a requirement on the transportation system to
s move the equipment. Complicating the problem ts the fact that HETs are the
A
]
i only vehicles capable of moving much of the MHE, and HETs are in short supply
)
f& Army wide. 0Of the 24 authorized, most CONUS divisions have less than 8 on
- hand. Based on anticipated frequency of unit relocations and the quantity of
A
0
)
'
8
&
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5
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'y

>
-

éﬂﬁﬂ“fhﬂ!ﬂtJnﬂkf*ﬂ\#lﬂcJﬂJLﬁ%Jtﬁcﬁ;vﬂﬁﬂﬂﬂﬁf5ﬂ}ﬂ.aﬂlc,;L»aa L

RN
Sy TARANNY




- . 3

e

-

- -y s

OLWYC SRR
[T v

“HE to be moved, the HETs would spend wost of their available time moving MHE
instead of their primary role of evacuation of damaged equipmeat or movement
of serviceable combat systens.

Nonmobility has been designed into the TMT company. It is authorized
twice as many stake and platform trailers as tractors to pull them %9 This
suarantees that it will take at least two trips to relocate the company or any
anit it is moving. While this organization was adequate to support a
disteibution system designed for a linear, relatively static battlefield, it
ls not consistent with the need for mauneuver force agility on the AirLand
hittlefield. 1In fact the requirewent is for units to be 100% mobile, which is
not cuarrently the case. All DISCOM units require nonorganic transportation to
displace (even the FSBs do not have transportation to wove supplies that may
be on hand or the damaged customer equipment awalting repair). The result is
that the total division can not move at one time.

The curreat fleet of vehlcles is designed to tramnsport either liquids,
primarily fuel, or dry cargo. This does not allow for their most efficient
use. As discussed earlier, the rates of consumption of fuel and ammunition
are directly celated to the type of operation--defense or offense. In
relative terns, as one goes up the other decreases. Ideally all transport
platforms would b: able to move either fuel or ammunitfon, or any other dry
caryo, depending on #hich was the most critical. Such a vehicle, a track with
interchangeable fuel and cargo containers 1s being considered; it will
significantly enhance flexibility if and when available. However, the

capability to convert stake and platform trailers to fuel transporters
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currently exists. By adding a collapsible 3000 gallon tank they could haul

either fuel or cargo. This increased capability requires no increase in
vehicles nor persoanel yet would improve transportation flexibility.

The actual anunber of vehicles authorized is not adequate to meet wartime
requirements and the traasportation units are not manned to gailn wmaxiaum
efficiency from those that are assigned. Revised equipment usage profiles for
transportition units indicate that the vehicles will be operated approximately
12 hours a day,60 which equates to an avevrage day of 16-18 hours per driver.
1f drivers were authorized on the basis of wmore than one per vehicle, vehicles
could b2 operated 20 hours a day and there still would be time to perform
required aaintenance (this same principle could be effectively applied
anywhera operator hours are the constraint). In fact if the normal operations
profile were two 12 hour shifts, it is conceivable that the total nuaber of
systems could be reduced if the number of operators were lacreased-—and unit
output go up. The old H series TOEs authorized one platoon in the TMT company
to be manned at more than one driver per vehicle. This allowed that platoon
theoretically to double its daily output. 1If the units had two drivers per
vchicle the output would increase correspondingly, without an increase in
trucks. During peacetime and manpower constrained periods it is doubtful that
the i{ncreased authorization can be supported, but it should at least be
2lanned as a wartime augmentatioan.

Transportation units are not as aobile as the units they support. The M-l
and dradley family of vehicles have unprecedented cross country uobility.

With the exception of some recovery vehicles and the M-113s in the FSB (MST

vehicle and ambulances), the combat service support vehicles at all echelons

are wheuled with limited cross country mobility and speed. TIn fact the




division's primary transportation vehicles, HETs, 5,000 gallon tankers and 22
1/2 ton semitrailers have no obstacle crossing capablility and for all
practical purposes are road bouad. Where they can travel off road their speed
is significantly reduced, easily less than a third of the combat systems they
support-61 The deployment of the heavy expanded mobility tactical truck
(MEMTT) in the maneuver battalions has made a marked improvement at that
level, but combat service support vehicles still do not possess the degree of
cross country mobility of the combat systems they support. Their lack of
mobility will inhibit wmaneuver force agility. The rate of advance must ecither
be limited to that of the combat service support vehicles, or the combat
forces can advance at their increased rate until they run out of fuel or
ammunitlon, then stop and wait for the combat service support elements to
catch up and resupply them. Either way the effect will be the same, maneuver
force movement will be constrained.

Another characteristic of the transportation fleet affecting maneuver
force agility is its total vulnerability to enemy action. Not only are the
vehicles limited in speed and canalized to roadways by their lack of cross
country mobility, but their thin skin provides no protection. Studies
consistently predict loss rates for thin skinned, wheeled refuel and rearm
vehicles in the forward areas as great as five or six times that of the close
combat vehlcles they support. Other studies estimate lcss rates to be as high
as 91 percent by the end of the second day of combat .02 Regardless of the
actual rate, there is no question it will be significantly higher than the
combat systems. Considering the austere transportation/distribution assets,
losses of the predicted magnitude could not be sustained and the maneuver

force still be supported. The transportation vehicles must be made more
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survivable, and there must be more redundancy. The use of armored tracked
resupply vehicles, like the M-113s cucrrently in the FSB, would not only aftord
more protection but would provide the improved mobility that is essential for

combat service support operations forward of the brigade.

Orgaunization For Field Services

"Field services are those logistics support functions required to support
an armed force that are not included in supply, maintemance, and
trausportation functions."63 They consist of graves registration (GRREG),
airdrop, clothing exchange and bath (CEB), laundry and reimpregnation, bread
baking, lisht textile and clothing reunovation, and salvage. Only graves
registration and airdrop are considered as essential to the support of combat
operations. In peacetime all field service functions are consolidated in
COSCOM units, with the MSB's S&S Company having GRREG and CEB cadre
positions64 to éonduct training. Doctrinally, wartime augmentations provide
the platoons and sections necessary for the S&5 Company to perform GRREG, CEB,
and salvage. However, there are not enough of these units in the force
structure to fill the augmentation requirements. Additionally, since the
functions are not essential to combat operations, it would improve the
divigion's agility if they remained at corps during wartime, and were wade
avallable when the tactical situation permitted.

The one service which has the potential to hinder agility is GRREG.
Recovery of the dead i3 a unit responsibility. It has been added as a common
soldier's task and to unit ARTEPs; and Lt has always been a tenet ot faith

that the Army will properly care for {ts dead. Doctrinal publications have
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recently reached the field, but few units have thought through, developed and
exerclsed wiartime procedures. If the battleflield ls correctly envisioned,
there will be significant numbers of killed, both friendly and enemy, and the
nonlinear nature of enyagements will inhibit systematic collection by follow
on support forces as was done during WWIL. Therefore, maneuver forces
probably will be required to collect and carry their killed with them until
they can be evacuated-—the impact of which has not been thought through and

for which adequate doctrine has not been developed.

Summarz

The fundamental characterlstics required of a maneuver force by AirLand
Battle doctrine were developed earlier. The tenets of synchronization, depth,
initiative, and agility capture the requirements for the force as a whole, and
the imperatives of anticipation, integration, continuity, responsiveness, and
Lmprovisation the attributes necessary in the sustainment system. As shown in
the previous sections, the current sustainment system appears to counfora
doctrinally and conceptually to these characteristics. In fact it exceeds
peacetine requirements, and based on the LOGEN data, meets the wartime
demands. However, upon examination there are numerous limitations within the
systen that will prevent it from meeting the challenge of supporting forces on
the AirLand battlefield- Some of these are created by peacetime constraints,
some are recognized and doctrinally accommodated, and others are caused by the

prevaliling support concepts.
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The present organization of combat service support elements at each level
from company through corps, while it conceptually should foster robust self
sufficlent, agile units, in reality does not. Because, at no echelon within
the division are these elements actually self sufficient. They all require
external assets to perform critical functions. Maintenance teams are 'pushed
down' by each echelon, medical evacuation is performed on the principle of
supporter to supported, and inadequate transportation assets are cousolidated
at battalion and division. Amaunition supply comes from corps directly to the
consuning unit with uo reserve stockage in between. In fact, services,
maintenance, and transportation requirements are doctrinally recognized as
exceeding, the division's capabilities, with the shortfall to be wade up by
corps assets supportiang forward in the division area--employing fix/position
forward or throughput coacepts. Concepts which in theory should enhance
agility by adding flexibility, depth and redundancy, in fact only offset
shortages in capabilities at lower echelons. 1In executioan they require
coanditions such as tiuwely and reliable communications, predictable
requirements, and freedom of movement that probably will not exist on the
AlrLand bhattlefield.

The maintenance system is structured to maximlze support to 'pure' uanits.
The teams at each level are organized and equipped to maintain a specific size
and type unit (tank company, mech battalion) and system (M-1, Bradley).
However, the maneuver force tarely_fights pure, and the maiantenance teams do
anot have sufficlent capability to support 'their units' adequately at multiple
locations when the units are broken up and task organized into coabined arms

teams. This problem is not unique to the sustalnment system.
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Combat service support vehicles are not designed to be a4s moblle or
survivible as the close combat systems they support. 7“heir limited speed and
cross country mobillty determines the overall rate of advance for the maneuver
force. Movement can be at their reduced rate or the maneuver force can
advance at its increased speed until resupply is required, then stop and wait
for the combat servlice support elements to catch up-—as happened to Patton's
third Army in France. Either way, maneuver force agility is constrained.
additionally, studies have demonstrated that the unprotected, thin skinned
wheeled resupply vehicles will suffer significantly higher loss rates than the
combat system they support. This will degrade the already austere support
below the level necessary to sustain the maneuver force. While these have
long term materiel acquisition ifmplications, use of armored support vehicles
(like the FSB use of M-113s as ambulances and MST vehicles) would attack both
probleus.

Most of the combat service support units are not organized to be as mobile
as the forces they support. They require external transportation assistance
or aultiple lifts to wove their organic TOE equipwent and any on hand
supplies, patients, or damaged customer equipment. All of these demands
further increase the requirement for exteranal transportation and lengthen the
relocatlon time. The organization of the division's TMT company with less
than one tractor per semitrailer and the S&S company's nonmobile FSSP to store
bulk fuel are examples of the organizationally designed mobility constraints.

Furtner complicating agility is the Army wide shortage of authorized

transportatloa agsets such as 5,000 gallon tankers and HETs.




The unique peacetime systems for ammunition, fuel, medical, and services
support will make transition to war difficult. Additionally, the inabhility to
create sufficient demands in peacetime to exercise these wartime systems
adequately, and the fact that most of the corps combat service support units
are in the reserve components, all contribute to the inability to ‘train as we
will flght.' This in turn prevents testing/wodification of the system and the
development of habitual associations, standard techniques, procedures, aand
comaonly shared views. FM 63-3 describes each of these conditions as
essential to success—-"combat service support units must train ln situatinas
that sinulate the modern battlefield as closely as possible in terms of
environucat, tempo, dimensions of time and space, stressing teamwork,
flexibility, and initiative."®3 What are the implications of these

limitations on the doctrine?

Taplications

AirLand Battle is the U.S. Army's doctrine for fighting the next mid to
high intensity conflict. To be successful the doctrine requires a houogeneous
combined arms force specifically organized, equipped, and trained to execute
its maneuver style of warfare. Each component, combat, combat support, and
combat service support must be an equal contributor to total force balance and
howogeneity. 1f all are not in relative balance, the least capable will
deteruine total force capability--much like the weak link in a chain. As we
have seen, the sustainment system fails in many aspects to meet the
requirenents of the doctrine and in fact maybe out of balance with the combat

force. While this paper's limited analysis of only the coubat service support
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system is not adequate to reach definative conclu:ions, it very possibly could
point to the sustainment system as the center of gravity for AirLand Battle
doctrine-~the element that Lf attacked by the enemy could unhinge the entire
foree,~—a proposition that warrants a total system review and if true, clearly
wust be correctec.

Some of the differences between doctrinal requirements and current
capabilities are unique to a specific logistics functional area like the non
standard medical supply systeam, transportation units organized with more
trailers than tractors, and the maintenance system structured to support
'pure'’ uaits but they can not be viewed in isolation. No longer can we 'fix'
vne problem without examining how it affects the total system. Most of the
differences however, cut across multli-functions, further indicating the neecd
for an integrated total sustainment system review. Indications of systematic
probleas include:

o Support concepts, throughput, support forward, et al, were developed
prior to AirLand Battle doctrine and appear to be wore appropriate to a linear
battlafleld focused oan vertical support along relatively lengthy, secure LOCs
and support bases.

o Combat service support elements are at all levels but none are self-
sufficient--requiring a coantinuous flow from corps of assets in and out of the
division.

0 VOFS are vastly different for each class of supply, causing assets to
be dedicated to maintaining aon-essential items while some combat critical
supplies are constantly in short supply.

o None of the support units are as mobile as the units they support.
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0  Support equipment has focused on efficiency in perforulng a single
functional uission to the detriment of flexibility, mobility and
survivability.

0 Decentralized operations and management by functional area, and the
lack of automation and adequate coumunications prevents the ceantralized
‘imanagement', command and control necesgary to agilely adjust the sustalnment

systea to respoand to changing battlefield conditions.

This list is not intended to be all inclusive, rather indicative of the need
to develop a balanced sustainment system, one balanced among the various
logistics functions and within the total combined arms force and capable of
executing the doctrine.

The most serious problem faclng the sustainment system potentlally is the
inabllity to stress it under wartime conditions. The above discontinuities
between doctrine and current capabilities presuppose that we have the
requirements 'nearly right' and only must mold the system to coaform to them.
However, without the ability to test, confirm or revise the requirements based
on actual experience, they can not be confirmed. A mistake here could
necessitate fundamental changes in support doctrine and force structure,
changes for which there will not be enough time on the next battlefield.

As we have seen, four of the five logistical functional areas--supply,
medical, transpoctation, and services--all have significant coastraints on
their ability to exercise wartime procedures. So the challenge is to
replicate the wartime system as closely as possible and develop procedures to
minimize turbulance in transitioning to wartime systems. Some of the

constraints like legal and safety requirements must be accepted and lived
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with, but others do not. Basic requirements data like consumption, failure,
loss, expenditure, and casualty rates that drive capabilities (personnel,
equipnent, and organizations) must be revised to reflect curreat equipment,
support and operatlonal concepts. Increased use of new wodeling techniques
that accurately represeat the dynamics of wmanuever versus attrition style of
wir is needed. The doctrine must be tested by units that will be required to
execute it. Command post and field training exercises must foster the
d:2velopment of common practices and procedures and test the doctrine agaiast
current capabilities with an eye to identifying and developing solutions to
disconnects and doctrinal voids. Periodic large unit, at least corps,
including reserve cowponent organizations must be held to exercise the entire
system. The lessons learned must be fed back so that required changes aud
tevisions can be made--resulting in a 'liviang doctrine' that drives techunology
and force gtructure, and maintains the balance in the total force necessdary to
execute the doctrine.

In the final analysis, this paper seeks to Increase awareness and
encourage critical thought about the current doctrine and sustainment system.
Logistictans, tactical, and operational maneuver force commanders collectively
must recognize the limitations it poses to the execution of AirLand Battle

doctrine--only then can we get on with wmaking it executable.
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cowpany is 39.2 ST, each FSB supply cowpany can handle 9.75 ST, for a division
total of 638.5 ST. The requirement of 60.2 ST is within the division's total
capability, but Lt exceeds the S$&S5 company's capaclty by 21 ST. This quantity
nust be throughput from corps to the FSBs. Classes LI, LIl (package), 1V, and
VLI are normally combined into a single operation, and their capability can be
consolidated to satisfy the total requiremeant. The capabilities totaling
199.9 ST are adegquate to handle the combined requirements of 153.1 ST. <(lass
[IT (bulk), best case would consider use of the entire F$SSP (with 120,000
gallons of ftuel in storage, and also use it as a supply point for units iun the
DSA) and 754 of all tankers (making two round trips a day distributing 450,800
sallons of fuel) for a total capacity of 570,800 gallons. This would meet the
requirement of 471,900 gallons, only if 21,100 gallons were issued from the
FSSP directly to unit refuel vehicles. There would still be approximately
99,000 gallons in the FSSP but the tankers would have exhausted thelr
capabillty to distribute it. This would give the division 1.2 days of fuel on
hand. The more realistic situation uses half of the FSSP and the other half
would be in soane stage of relocating. Half of the tankers would be available.
Giving a total capacity of 60,000 gallons in storage and the ability to
distribate 350,000 gallons or a total of 410,000 gallons--61,900 gallons short
of the requirement. Corps tankers would have to throughput to the FSBs and
unit refuelers would have to return to the DSA to recelve fuel from the supply
point. This would glve the division. 9 days of fuel on hand. ATP capacity
was assuuned to be 80 percent of its rated capacity. This considers CSR,
shortage of trallers, etc. and results in a throughput in the MSB of 280 ST
and 240 in each FSB or a total of 1000 ST, which is 1908 ST less than the
daily requirement. Maneuver battalions must jo to the ASP/CSA and pickup this
qquantity using their organic transportation. Assuming four round trips a day
for the vehicles drawing ammunition at the ATPs and two round trips for those
golnyg to the ASP/CSA there 1s adequate authorlzed transportation assets to
support the requirement. Medical resupply is not given a rated capacity in
short tons, but it can be accomplished by ambulances evacuating patients
backhauling the supplies. The daily tonnage requirements are easily within
the capabilities of the ambulances to support. (lass IX capability is
normally rated in nuaber of lines and not ST. Dailly ygross tonnage
requirements for repalr parts presents no problem being supported. The
capability of the maintenance coupanies to receive, process and distribute
easily exceeds the requirement. Repair of Lndlvidual weapons systems will be
Limited by the shortage or timely availahility of specific components, parts
ot 1ajor assemblies. TIn summary, based on the LOGCEN computer generated daily
reilrements, the CSS system has the capability to provide sustained support
to the division given certain constraints. The COSCOM must throughput class I
and LLL (bulk) to the FSBs; the maneuver battalions must go to the ASP/CS5A to F
plck up most of their ammunition; and the resources must adjust to where the

requirements are (consolidate like functions to gain econony of gcale--class
IL, [IL (pkg), IV and VII into a single operation). All of these are
accommodated Ln current support concepts.

* 20 Kent R. Greenfield, Robert R. Palmer, and Bell L. Wiley, The Army Ground
Forces: The Organization of Ground Combat Troops, (Washington, D.C.:
Histortcal Division, Department of the Army, 1947), p. 273.
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